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VOL XVII I NO 8 28 APR 1975 Editors LT Ken Hollemon SMC 1181 
LT Eric Benson SMC 1088 
THE BAROMETER is a student bi-weekly newspaper f~r the exchange of 
ideas and information concerning the development and improvement of 
the professional environment at the Naval Postgraduate School. Items 
of interest, papers, and articles of interest to the students, staff, 
and faculty as a whole are solicited. 
EDITORS NOTE: Do you have a management philosophy? Have you developed a set of guidelines 
to follow when dealing with your fellows and the organization of which you are a part? 
The feature article for The BAROMETER is the personal management philosophy of the 
newly-appointed Comptroller of the Army. The author, LTG John A. KJELLSTROM, received 
his BS from the University of Maryland and his Masters Degree of International Affairs 
from George Washington University. He has attended the Comptroller Staff Officer 
Course at the Air Force University, the Naval War College Command and Staff Course, and 
the Army War College. He has 20 years of comptroller experience in the Army. The ~~t~cle 
appeared in the Fall 1974 issue of Armed Forces Comptroller. O . -
y ' :; 
FEATURE ARTICLE: A Management Philosophy r :::c 
"From my 20 years of financial management experience in the Army, I htave c21lcluded 
that the successful managers have been those who had a good, solid mana~ment~~ilosophy. 
In my estimation, any manager, particularly the top level manager, shou1P~avera set :~£ 
'do's and don'ts' that are known to his subordinates. For subordinat~ to be effequ~e, 
they must know which way the wind is blowing from the top and what is important to top 
management. 
In this article I shall outline my management philosophy. While many of its individual 
guidelines may not be new and some readers of this article may have encountered them before, 
I still consider a reiteration to be in order. During my tenure as Comptroller of the Army, 
policies and procedures from my office will carry the theme discussed in this article. 
Here, then are the nine guidelines which summarize my management philosophy. 
INSURE INTEGRITY IN THE BUDGET PROCESS 
It is absolutely essential to all elements of the Department of Defense that we have 
, integrity in budgeting. Although there is presently no indication of a lack of integrity 
in our accounting system, the budget side of the house has a tradition of overstating its 
requirements. 
The image provided to many is one of never giving up programs that have been discontinued 
and attempts to cover up oar problems. To correct this situation, we must recognize and 
admit shortfalls and admit excesses. Both increases and decreases should be highlighted. 
Historically, the practice has been to emphasize only increases. I think we have made 
considerable progress during the past few years in improving our credibility, however, by 
strengthening our code of budget ethics. We must insure that this positive trend continues, 
by emphasizing openness and candor in the budget process. 
KEEP AN OPEN BOOK 
. Th~ only ~hings t~at should be withheld from the public domain are classified military 
1ntel11gence 1nformat1on or other highly sensitive matters that cannot be discussed openly. 
We should not have business secrets. Nor should we have reserves hidden in the lower 
righthand desk drawer of any of our financial management personnel. 
We must maintain the current status of our accounts and advise everyone of how we 
stand. In this vein, the Department of the Army has been advising the major subordinate 
commands of the status of our reserve funds. Our reserves are now identified in program, 
budget and manpower guidance documents. This practice will be continued. 
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By keeping an open book, we share our problems with everyone. We also encourage a 
free flow of information. The necessity for free flow of information leads uS to the 
next keystone of my management philosophy. 
USE THE INFORMAL ORGANIZATION 
Several months ago I was appalled by an incident that occurred while I was visiting a 
major command to attend a conference. I found myself personally introducing the major 
command headquarters budget analyst to the sub-command budget analyst whom he was supposed 
to be dealing with on a day-to-day basis. Both analysts had been on the job for over 
three years. Now it is obvious that these people had not been using the informal 
organization. 
I like to see action officers informally discussing their problems with other action 
officers, regardless of their echelon or organizational location. The command analysts 
in my Operation and Maintenance Directorate, for example, maintain daily contact with 
the commands they represent. They may occasionally disagree with the proposals of the 
commands but they always represent them fairly during the budget evaluation process. 
Before establishing new policy, I encourage trial balloons on paper because I do not 
think that all the brains of an entity are concentrated in a single focal point. A 
draft of a new policy should be coordinated with all concerned offices. Free exchange 
and flow of trial balloons before the boss gets in the act will often determine how the 
action is going to fare. We do not have any place or use for the 'one man show' in the 
development of all policies. 
I also encourage the use of the 'old pros.' These personnel are the caretakers of the 
institutional memory. They can often provide valuable assistance in solving problems, 
particularly big ones that may have occurred before. Previous pitfalls of blind alleys 
can be readily identified and wheel-spinning reduced by tapping this resource. 
Most of all, use of an informal organization stamps out unnecessary and literally 
abhorrent bureaucratic procedures. The technical bureaucrats are what we want to stamp out. 
I indorse the use of the informal organization throughout the DOD Comptroller community 
and also ln dealings with OMB, Congress and other agencies. 
Finally, I discourage use of the expression 'we' and 'them' in an adversary relationship 
sense. We are all one Comptroller and Army team, with the solid objective of supporting 
the individual serviceman and Defense's over-all goals. 
DO NOT SURPRISE ADVERSARIES 
No one likes to be surprised whether it be by friends or adversaries. It is particular-
ly important that we do not surprise adversaries. 
In my office, for example, if we have a paper that we do not agree with and are going 
to write up a nonconcurrence, I expect my action officer to meet with the author of the 
paper to explain our opposing views and suggest reasons for changing his position. If 
this does not solve the problem, before either I or one of my directors signs off on a 
nonconcurrence I require that we have checked with the person who actually signed the 
correspondence-to determine if he really wants to go to the mat on the issue. 
Perhaps the root problem is of a technical or legal nature and can therefore be resolved 
fairly readily. On the other hand, it could be based on a difference in philosophy. If 
a philosophical difference occurs, I do not want to back off on a nonconcurrence-nor do I 
want the other agency to back off. However, I most certainly do not want the other agency 
chief to be caught by surprise as an action moves to the deCision-making level. Prevention 
of surprises and the use of the informal organization minimizes conflict, resolves many 
nonconcurrences, and clearly defines the real issues-so that we can present the true 
problems and alternative solutions to the decision makers. 
COMPLY WITH THE LAW BUT CHANGE REGULATIONS 
My experience has revealed that all too often we hide behind regulations and frequently 
confuse law with regulatory requirements that have existed for years. 
A case in point is an Army regulation covering distinctive unit insignia that went 
unchallenged for years. 
In the 1920's the Office of the Quartermaster General decided they did not have 
enough appropriated money so they published a regUlation stating that nonappropriated funds 
would be utilized for the purchase of distinctive unit insignia. This policy persisted 
until a few years ago, when I asked the Army Comptroller legal staff to review the matter. 
Since no legal prohibition in fact existed, we suggested to the Deputy Chief of Staff for 
Personnel that the regUlation be published to authorize purchase of distinctive unit 




This is a classic case of a bureaucrat who, not thinking about the impact on the 
individual soldier, established a policy which persisted for several decades and assumed 
an aura of legality merely because 'it was always done that way.' In my organization, I 
have asked the action officers to scrutinize their regulations to see where a more practical 
approach might be possible. We are striving toward increased flexibility and improved 
mission accomplishment. 
I also emphasize that regulations should never be changed for personal gain. That is 
something we must really watch out for. Compliance with the law in establishing and 
changing regulations will help stamp out those undesirable features of the bureaucratic 
process that I so violently oppose. 
TAKE ACTION AGGRESSIVELY 
It is easy to sit back and let someone else do the job. This approach will rarely 
get one in trouble but, more importantly. it will rarely get the job done in the most 
efficient and effective manner. I believe in doing something, even if it is wrong, 
because it could be beneficial to the system overall. 
Taking action aggressively will insure that program leadership will be an important 
attribute of our group and also will assist in maintaining leadership in the Comptroller 
organization. 
KEEP IT SIMPLE AND PRACTICAL 
Most readers are familiar with the term 'fog count' in letters, regulations and other 
written media. I insist in keeping communication 'fog count' low. In other words-keep 
it simple-and practical and make sure that the target audience can read and understand 
your message. 
Detailed technical language is the hallmark of the diehard bureaucrat. I dislike 
technical financial terms such as new obligational authority, total obligational authority, 
outlays, expenditures, disbursement expenses, change in undelivered orders and accruals. 
Use of such terms is a true sign of a technician. There is a place for these terms in 
technical discussion-but they are not appropriate for generalized discussions with top 
level managers. 
So keep it simple. Use simple charts. Try out these simple charts on someone else 
in the office who may not be involved in the operation at all. See if he Or she under-
stands the charts. 
RECOGNITION OF PERSONNEL 
Personnel are our most important commodity. Therefore, I believe that one of the 
manager's most important responsibilities is recognition of personnel. 
I expect people to express appreciation where due. I also attempt to become personally 
involved with most of my staff members. I emphasize the importance of attendance at 
appropriate school courses; of giving awards; or, where justified, of not shying away from 
a needed admonition. 
Occasionally, I walk through our offices without advance notice to visit an action 
officer at his desk. It is not an inspection. It is just to see the working environment 
and to get better acquainted with the people who are doing the important job that we have. 
I also encourage personnel to participate in office social functions and wives to 
participate in the wives' club. It is all part of building up the esprit of an organizatio~ 
LASTLY, SMILE 
You know that you cannot win them all. And it really is best to smile because we in 
the Comptroller community may not be the most popular, but we are undeniably an important 
commodity and will be appreciated as such. In other words, relax and enjoy it! 
CONCLUDING NOTE 
In summary. this article covers my nine individual guidelines and some salient thoughts 
on each. There is really no yardstick by which to standardize a management philosophy. 
On the contrary, it is through experience and many trials and errors that certain 'Ido's 
and don'ts' become a part of the way a manager conducts business-this then, in my 
estimation, becomes the central theme for a management philosophy." 
